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Career Mobility - Career Exposure to Build Organizational Knowledge 
 
Problem Statement   
 

NCDOT engineers are currently assigned a permanent position after the completion, or 
prior to completion of the Transportation Engineering Associates (TEA) Program and when 
hired from outside the Department.  While the TEA Program is effective in introducing the 
Associate to the various aspects of the Department, it does not address the need for the 
engineers to fully understand the details of various Business Units within the Department to 
gain “organizational knowledge.”  The same is true for outside hires.  This “organizational 
knowledge” is gained through longer term exposure to different elements within the 
Department.  Currently, in order to gain “organizational knowledge” an engineer must apply 
for a permanent position within the area of interest and be selected for that position under 
current HR guidelines.  This, in turn, offers the employee no means of returning to their 
primary area of interest, once cross organizational experience is gained, unless they can 
locate, interview and be selected for an open position in their originating business unit.  This 
aspect greatly inhibits the less experienced engineer’s ability to move within the 
organization.  In addition, in many business units, there is an expectation that an engineer 
stay within that unit in order to be considered for future promotions.   
 
 
Overarching Considerations 
 

NCDOT Business Units must consider the following in order to break down the existing 
barriers that prevent employees from gaining cross organizational knowledge.  Business 
Units must: 
 

♦ accept that cross organizational experience is as valuable or more valuable (in some 
cases) as a single area of expertise when hiring   

♦ must define their critical functions and develop a plan to ensure these items are 
delivered 

♦ utilize their vacancies in the most efficient way by developing skills for required 
critical functions 

 
 
Potential Solutions to Consider: 
 

1. Establish an Associate Development Program to Provide Cross-Training for 
Associates Who Have Recently Completed the TEA Program  
 

This concept would establish a continuation program for Transportation Engineering 
Associates that have completed the initial 18 month training program.  Similar to the 
Engineer Work Exchange Program below, the Associate Development Program would 
offer Associates the opportunity to participate for at least two assignments, up to one 
year each, once they have completed the requirements of the TEA Program.   This 
would allow the Associates the opportunity to be cross trained and continue to gain 
“organizational knowledge.”     
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2. Establish a voluntary Engineer Work Exchange Program to promote Cross-Training  
Among Existing Engineering Staff 
 
This concept allows each Business Unit to establish an appropriate number of temporary 
engineering positions (perhaps 1-3 per unit) that allow an existing employee to “temporality 
transfer” to that Business Unit for a specified period of time, i.e., up to one year.  This 
concept would also allow the Business Units some flexibility in maintaining vacancy rates as 
need throughout the Department.  Business Units would be responsible for coordinating the 
work exchanges so that daily operations would be maintained and all critical functions are 
completed.  Other considerations should include the following: 
 

♦ “temporary” positions held in each Business Unit would allow employees to 
actually perform and be responsible for the critical functions as part of their PDA 
and work assignments. 

♦ the Engineer Work Exchange Program is would be a volunteer program open 
to all NCDOT engineers on a first come, first served basis.   

♦ Business Units would focus on building skills for critical functions in less 
experienced engineers, so that the pool for those skills can be expanded 
Department wide. 

♦ consideration for a central point of contact to coordinate the Engineer Work 
Exchange Program.  

 
3. Establish a voluntary Work Exchange Program to promote Cross-Training  Among 

All Existing NCDOT Staff 
 

This concept allows each Business Unit to establish an appropriate number of 
temporary positions (perhaps 1-2 per unit) that allow an existing employee to 
“temporality transfer” to that Business Unit for a specified period of time, i.e., up to one 
year.  This concept would also allow the Business Units some flexibility in maintaining 
vacancy rates as need throughout the Department.  Business Units would be 
responsible for coordinating the work exchanges so that daily operations would be 
maintained and all critical functions are completed.  Other considerations could include 
the following: 
 

♦ “temporary” positions held in each Business Unit would allow employees to 
actually perform and be responsible for the critical functions as part of their PDA 
and work assignments. 

♦ the Work Exchange Program is would be a volunteer program open to all 
NCDOT employees on a first come, first served basis.   

♦ Business Units would focus on building skills for critical functions in less 
experienced employees, so that the pool for those skills can be expanded 
Department wide. 

♦ consideration for a central point of contact to coordinate the Work Exchange 
Program.  

 

These example concepts would provide the career mobility and encourage personnel to 
seek organizational knowledge to better themselves and the Department without sacrificing 
career stability.    
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Career Mobility Plans 
 
Team Kick-off May 16, 2008 
 
Team Members:  Stephanie King, Jon Nance, Calvin Leggett, Rodger Rochelle, Wendi 
Johnson, Wayne Hurder, Arthur Petteway 
 
Team Mission 
Identify strategies to build career development opportunities, talent management and 
retention within the organization, and enhance career transition to better able NCDOT to 
effectively and efficiently utilize their human resources.  
 

Plan should facilitate the movement of employees to ensure a knowledgeable 
organizational readiness to meet 21st Century demands of the Department.  Mobility 
assignments can be used to achieve objectives such as:  

• strengthening the management capabilities within the Department (cross 
organization knowledge);  

• assisting the transfer and use of new technologies and approaches to solving 
governmental problems;  

• facilitating an effective means of involving state and local officials in 
developing and implementing a robust transportation system; and,  

• provide program and developmental experience which will enhance the 
assignee's performance in his or her regular job.  

 



TEA Program Analysis Document 
 

Issue Possible solution or comments 

120 slots for TEA program with 
associated funding available.  At any one 
time only 65-70 are filled.  Constraints 
are space to put the TEA such as work 
assignments and limited staffing in the 
recruitment office to management 
additional program participates. 
 

• Increase staffing in recruitment office 
to manage additional TEAs. 

• Establish a method to identify the true 
level of need for associates and fill 
positions accordingly. 

• Use all available functional areas and 
regions for TEA rotations. 

Current orientation for TEA last one 
week.  This does not allow for TEA to get 
a complete overview of the Department or 
accomplish any additional training.  Due to 
travel hardships this time has not been 
increased. 
 

Accommodations can be made at a local 
hotel via PO for those who are traveling for 
out of town. 
 

Notebook given to TEA for all areas of 
the DOT.   

Does this effort need to be coordinate with 
the new orientation program that will teach 
new employees about the department as a 
whole. 
 

Management classes are not being given 
to TEA due to scheduling issues.   

• Recommend having management classes 
specifically for TEA at a given time in 
their rotation. 

• Accommodations can be made at a local 
hotel via PO for those who are traveling 
for out of town. 

 

Some functional areas or regions in the 
state may have a hard time getting TEAs.   

Require hard to fill areas/or functions as a 
part of the rotation of the TEAs. 
 

Rail/ Aviation /Other? Have limited TEI 
positions for a TEA to go into.   

Consider allowing these groups to have a 
reserved position for a TEA to go into. 
 

Supervisors filling TEI may not have 
access to the list of available TEA’s.   

Make list of TEA participate available via 
web. 



Not all functional areas within the 
Department are including in TEA rotation.  
Such as Fiscal and HR. 

Added rotation time in Fiscal, HR, ect. 
 

40+ year goal of the program was to 
provide a ready pull of talent for the 
engineering level.   

Question does the program accomplish this?  
How are we measuring? 
 

Currently, only out-of-state new 
employees to the TEA program may 
receive up $1500.00 for moving expense.   

Need to have moving expenses for all new 
TEAs if there 1st assignment is outside 
there current residence area. 
 

Need to provide housing for Associates 
while in Raleigh, long term and short term. 
 

• Lease apartments on an ongoing basis 
that the TEAs can use as they come in 
and out of Raleigh on long term 
assignments. 

• Accommodations can be made at a local 
hotel via PO for those who are traveling 
for out of town. 

 

Elevations of TEAs by supervisors may 
not give an adequate assessment of the 
TEA. 
 

 

Offer Sign up bonuses. 
 

 

Helen’s wish list 
 

Reinstate SMR. 
Money for FE 
Give financial relief to TEA for the 4 week 
period it takes s for 1st check 
Would like each function to take ownership 
and develop a program for the TEA when 
they are in the work group. 
Designate a space for the TEA.  
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NCDOT POLICY ON CAREER MOBILITY  
DRAFT 5 – as of October 14, 2008 

 
Best practices in a wide variety of industries strongly suggest that individuals that have 
worked in more than a single functional area and in more than a single geographic area, 
all other things being equal, perform more capably when they advance to leadership roles 
than individuals who have been confined to a single functional or geographical area as 
they advanced in their careers. Exposure to different areas of the business and to a variety 
of people and challenges give the more mobile employee a distinct developmental 
advantage. Furthermore, encouraging mobility has the added advantage of enabling 
organizations to better meet their business needs because they have more effectively 
developed their employees and leaders.  
 
It is therefore the policy of NCDOT to encourage the development of employees through 
career mobility. For purposes of this policy, career mobility is defined as broad exposure 
during an employee’s career to a variety of assignments and experiences in functionally 
and geographically diverse settings. Such exposure may include both temporary, short-
term experiences as well as longer-term, embedded experiences across organizational and 
geographic boundaries.  
 
Career mobility may be implemented in a variety of ways, including: 

• Learning and performing different roles within the work team (cross training) 
• Taking on special temporary projects or assignments 
• Rotating through a series of time-limited assignments in different functional or 

geographical areas 
• Taking promotions, lateral moves, or reassignments across organizational or 

geographic boundaries 
 
This policy applies to all NCDOT employees.  
 
In instances involving promotions, lateral moves, or reassignments, NCDOT policy on 
recruitment and selection shall apply. Hiring managers, however, shall take care to give 
fair weight to the experience offered by applicants from outside the hiring unit’s 
functional or geographical area.  
 
In instances where mobility is being considered and the recruitment and selection policy 
does not apply (such as cross training, special assignments, and rotation), employees 
must have a record of performance either at the “Outstanding” or “Exceeds Expectations” 
level and have a stated interest in job-related development, career advancement, or career 
change. These actions shall have the approval and active support of both the sending and 
receiving supervisor and shall be monitored by the Talent Management Strategist. 
 
In some mobility instances, it may be desirable to make adjustments in mobile 
employees’ pay, reimburse for relocation or commuting expenses, or make special 
provisions for work space or work hours. These determinations shall be made case by 
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case with HR approval. Special care shall be taken to ensure any proposed adjustment is 
consistent with current practices and does not conflict with EEO goals. 
 
In the implementation of this policy, the following roles and responsibilities shall apply: 
 

Employees shall 
• look for developmental opportunities beyond their typical organizational work 

scope, 
• initiate mobility discussions with their supervisor or manager, 
• have a high-performance track record, 
• maintain a record of high performance in different assignments, and 
• maximize learning and application from their mobility experiences. 

 
Managers and supervisors shall 
• consider for assignment or promotion to supervisory roles candidates who may 

not necessarily be experts in the work they will be supervising, (Note: In 
promotion situations, opportunities must be posted and managers must adhere to 
NCDOT recruitment and selection policy.) 

• provide support and tangible developmental guidance to the new assignee, 
• counter possible resistance to the new assignee within the work group due to the 

assignee’s not being “one of us,” 
• strive to develop a reputation for developing talent, whether from within or from 

outside their work units, and  
• establish rotational and special assignment opportunities that serve business needs 

and offer individual development opportunities. 
 

The NCDOT Talent Management Strategist shall 
• administer career mobility requests from employees at that will grow required 

talent (need to determine appropriate classes of positions), 
• administer career mobility programs for mission critical positions in alignment 

with organizational needs 
• ensure that this policy is clearly communicated within NCDOT, 
• monitor and report on the utilization and effectiveness of this policy at all levels 

within NCDOT,  
• ensure that this policy is equitably applied within NCDOT, and 
• assist managers in establishing and coordinating rotational and special assignment 

opportunities. 
 

Human Resources shall 
• oversee and approve the proper determination of pay and other adjustments (if 

any).  
 
 


